TAP CHi CONG THUONG

PHAT TRIEN NHAN LUC
KY SUTHIET KE THONG QUA PAO TAO
TAI CONG TY CO PHAN HAWEE CO PIEN

® DAO THANH HOAN - PO DIEM HUGNG

TOM TAT:

Bai viét tAp trung lam rd thuc trang dao tao nhan luc k§ su thi€t k& tai Cong ty ¢ phan Hawee
Co dién; tir 6 dua ra mot s§ gidi phdp phét trién nhan luc k¥ su thi€t k& thong qua dio tao dé c6
ning luc thyc hinh chuyén mon, ning luc quin 1y hién trudng phit hgp v6i xu thé toan ciu d€ thyc
hién céc du 4n ctia Cong ty, vdi hang nghin lao ddng mang nhiéu qudc tich khac nhau.

Tir khéa: phét trién nhan luc, k§ su thi€t k&, Cong ty cd phan Hawee Co dién.

1. Thyc trang nhan luc k§y su thiét ké tai Cong
ty c6 phan Hawee Co dién

Cong ty CS phan Hawee Cd dién 1a mot don vi
chuyén sdn xudt va lip dit cdc thi€t bi dién chat
lugng cao cho cdc cong trinh cao cap cla cdc chd
diu tu 16n trong nudc va nudc ngodi tai Viét Nam.
Cong ty c6 trén 6.500 cdn bd, k¥ su, nhan vién k§
thuit va cong nhan hoat dong trén khip moi mién
trong c4 nudc vSi 2 dia ban 16n nha't 1a Ha Noi va
TP/ H6 Chi Minh. Tt nim 2015 dé&n nay, véi
chi&n lugc “Global - Vuon ra bién 16n”, Cong ty
da tirng budc mS rong hoat dong dé trd thanh Tap
doan c6 uy tin va chat lugng qudc t€ trong linh vuc
cd dién va xay dung tai lanh thd Viét Nam va
trong khu vuc.

La mot nha tdng thiu vé co dién va xay dung
16n, dic thi ctia Cong ty 1a k§ su thi€t k& ludn lam
viéc tai cdc du 4n trai dai tir Bic vao Nam, mdi du
4n lai c6 ti€n do cong viéc khac nhau va céc giai
doan gdp rit khdc nhau. Vi vay, phuong phap dao
tao trong cong viéc vdi hinh thifc dao tao kém cip
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va huéng din 1a phuong phdp dic thii tai Cong ty.
Thuc t& tai Cong ty cd phan Hawee Cd dién chi c6
thé tuyén dung trén thi trudng cic ki su thiét k& &
hang 0, 1, 2. Céac k¥ su thi€t k€ & hang 3, 4 hau nhu
bit budc phdi ddo tao tir ndi bo khong thé tuyén
dung. Do vay, dé phat trién nhan Iyc, ky su thiét k&
phai thuc hién thong qua dao tao. (Bang 1)

Vi chién lugc “Go - Global - Vuon ra bién 16n”
va du 4n “Core Team - Pdi ngii nong c6t”, Cong ty
mong mudn phat trién nhan luc ky su thiét k& c6
ning lyc thuc hanh chuyén mon tit trinh do thanh
thao dé&n trinh d6 c6 kha niing do tao lai cho ngudi
khéac. Vi quan diém, dao tao 1a mot khodn dau tu
cho sy phat tri€n, Ban linh dao Cong ty c6 phan
Hawee Cd dién ludn diu tw ngudn lyc cao nhat dé
dat hiéu qua dio tao va phat trién ngudn nhan luc
k¥ su thi€t k€.

2. Thuc trang dao tao nhan lyc ky su thiét k&
tai Cong ty c6 phan Hawee Cg dién

Do tao k§ su thi€t k& 1a qua trinh cung cip kién
thitc, hoan thién k¥ ning, rén luyén cdc phdm chit
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Bdng 1. Ndng luc ky su thiét ké tai Céng ty cd phdn Hawee Cd dién giai doan i 2019 - 2021

Bon vj tinh: Ngudi

- Tinhds Nam Nam Nam | 2020/2019 | 2020/2019 | 2021/2020 | 2021/2020
2019 | 2020 | 2021 (+) (%) (+1) (%)
A.TRINH DO NGOAINGU
1 A 717 694 700 -23 71 6 6,9
2 B 350 395 458 45 35 63 3,9
3 C 70 72 75 2 28 3 4.1
Tong 1137 | 1161 | 1.233 24 08 71 14,9
B. TRINH DO NANG LUC QUAN LY HIEN TRUGNG CUAKY SU
1 | Coban 418 354 270 -64 -15,3 -84 237
2 | Thanhthao 156 278 340 122 78,2 62 22,3
3 Sﬁok::u';?ﬂajjo taolal | gy 150 | 210 66 78,57 60 40
Tong 658 782 820 124 141,47 38 86
C. TRINH DO NANG LUC THIET KE KY THUAT CUAKY SU
1 | Coban 458 484 312 26 56 172 -35,5
2 | Thanhthao 170 238 326 68 40 88 36,9
3 S;Ok::ur;?ﬂg::c’ taolal | 4 60 182 30 100 122 2033
Tong 658 782 820 124 1456 38 2044

nghé nghiép cho doi ngii k§ su' theo mdt quy trinh c6
hoach dinh va ¢6 t§ chiic nhiim phat trién doi ngii k§
su @& thuc hién tot cong viéc hién tai va tuong lai.
Cong ty c8 phan Hawee Cd dién, v6i dic thu 1a
nganh Thiét k& co dién, do vay dao tao k¥ su thiét
k& c6 nhitng dic thi va khdc biét rat 16n so véi dao
tao nhan lyc tai cic loai hinh doanh nghiép khac.

2.1. Xdc dinh nhu cdu dao tao

Cdn cit xdc dinh nhu cdu dao tao ky su thiét ké

Thong qua phdng van va khio sat doi véi ky su
thi€t k€ dang lam viéc tai cdc dy 4n 1am cin ¢t xdc
dinh nhu ciu dio tao ky su thiét k& tai Cong ty,
kK&t qua nhan dudc nhu md ta tai Bing 2.

Viéc x4c dinh nhu ciu dao tao k§ su thiét k&
dugc dua trén chién ludc phat trién clia Cong ty va

Ngudn: Ban Nhén su - Cong ty C6 phdn Hawee Co dién

phan tich cdc dy 4n dang trén khai, da diu thau va
dang chudn bi trién khai. Trung tim Xay dung
khung niing luc va ti€n hanh ddnh gid ning luc k§
st thi€t k& dinh k¥ hang nim lam cin cit xdc dinh
nhu ciu dio tao ky su thi€t k&. K&t qui tir Bang
khdo sit (Bang 2) thu dudc tr 50 k§ su thiét k& dang
lam viéc tai cdc du 4n cho thdy, nhu ciu dao tao k§
su thiét k& dugc xédc dinh qua 3 cin cif chinh, gdm:
Phan tich t6 chic (muc tiéu chién ludc cia cong ty)
(30%); Phan tich cdong viéc (25%); Phan tich ca
nhin (nguyén vong, ning luc cia ngudi lao dong)
(45%).

Noi dung xdc dinh nhu cdu dao tao ky su
thiét ké

Phén tich t6 chitc: V6i chi€n luge “Go
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BAng 2. Nhu cu ddo tao ky su thiét k€& giai doan 2019 - 2021 tai Céng ty

Bon vj tinh: Ngudi

Hang Ky su thiét k& Nam 2019 Nam 2020 Nam 2021 2020/2019 (+/-) 2021/2020 (+-)
Hang 4 1 2 3 +1 +1
Hang 3 15 16 15 +1 -1
Hang 2 56 43 45 -13 +2
Hang 1 86 79 120 -7 +41
Hang 0 80 86 60 +6 -26
Téng 238 226 243 -12 +17

Global”, doi hdi doi ngii k§ su thi€t k& phai tu ¥
thitc tham gia hoc tap ning cao tay nghé. C6 30%
s6 ky su thi€t k& dugc khdo sit cho bié€t Hawee
di cin c vao chién luge d€ xdc dinh nhu ciu dao
tao. Piéu nay cho thdy doi ngii k§ su thiét k& da
nhan thic dugc vai trd ciia minh trong chié€n lugc
phét trién clia Cong ty va ¢ ging tham gia dao
tao d€ ddp tng yéu cau phat trién nhu chi€n lugc
da dé ra.

Phan tich céng viéc: Cong ty x4c dinh nhu cau
dao tao k¥ su thi€t k& thdong qua ban yéu cau cong
viéc v6i nhitng kién thic va k§ ning can thiét. Néu
k§ su thiét k€ c6 chuyén mon khic khdng nim
trong ban yéu cAu cong viéc thi d6 12 nhu ciu cin
dao tao d€ thuc hién t6t cong viec.

Phan tich cd nhan: C6 t6i 45% k§ su thiét k&
dudc khdo sat cho ring Cong ty da cin ¢t vao viéc
phan tich nhitng nguyén vong va nhu cau ctia ho dé
xdc dinh nhu ciu ddo tao. Thuc t&€ cho thdy, bo
phan phu trach dao tao con dwa vao bang tong két
phan tich nhan vién ctia Cong ty d€ phan tich nhu
cAu dio tao ctia k¥ su thi€t k€.

Phuong phdp xdc dinh nhu cdu dao tao ky su
thiét ké&

K&t qué khao sit thu dudc tr 50 k¥ su thi€t k&
dang lam viéc tai cdc du dn: Cong ty st dung cd 4
phuong phap dé xdc dinh nhu cau dio tao chuyén
mon k¥ thuat cho k§ su thi€t k€. 43,33% k¥ su thiét
ké& cho riing Cong ty st dung phuong phép truc tiép
(dua vao cdc cin ctf x4c dinh nhu cau sau d6 phan
tich tdng hgp thanh nhu ciu), 33,33% k¥ su thi€t k&
ddnh gid st dung phuong phdp quan sit: truc ti€p
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Nguén: Trung tdm Do tao - Cong ty C6 phan Hawee Co dién

quan st cac thao tic, hanh dong d€ xac dinh nhu
ciu; 16.67% ky su thi€t k& cho ring sit dung
phuong phidp phéng van dé xdc dinh nhu ciu dao
tao nhan luc tai Cong ty va 6,67% la st dung
phuong phap ban hoi.

2.2. Thuc trang xdy dung ké hoach va chuong
trinh dao tao ky su thiét ké

Xdc dinh muc tiéu dao tao k¥ su thiét k&

Muc tiéu dao tao xuét phit tif muc tiéu chién
lugc ctia Cong ty, tinh chat va yéu ciu cong viéc
ciing nhu nguyén vong clia ky su thiét k&. Muc tiéu
clia do tao 12 ngudi lao dong c6 thé dp dung ngay
ki€n thitc dugc hoc vao cdng viéc va nang cao trinh
dd chuyén mon. Cin ctf vao két qud hoat dong va
nhu ciu do tao k¥ su thi€t k€ hang nim, Cong ty
dua ra muc tiéu dao tao theo titng nim, cu thé nhu
Béng 3.

Xdc dinh doi tugng k¥ suthiét ké

Tai Cong ty, k§ su thi€t k€ chia ra lam 3
doi tugng:

K3 su thiét ké Fresher: La nhitng sinh vién méi
ra trudng, nhitng k¥ su chua c6 kinh nghi¢m trong
viéc thi€t k& co dien (M&E). Poi tugng nay sé dugc
dao tao tir nhitng ki€n thifc nén ting va cd ban nhat,
dé€ sau dao tao c6 thé ty tin hoan thanh khoi cong
viéc dugc giao va dat ti€u chuén.

K3 su thiét ké Refresh: La nhitng k§ su dang 1am
viéc tai Hawee, dd c6 kinh nghiém va tay nghé
thi€t k&. Poi tugng nay s& dudce dao tao lai nhitng
ki€n thiic di dao tao, bén canh d6 dugc dio tao
thém nhiéu kién thic bd trg cho qué trinh lam vi€c
dé dathiéu qua cao hon.
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BAng 3. Muc tiéu ddo tao ky su thiét k& tai Céng ty c8 phdn Hawee Cd dién ném 2021

Muc tiéu Vi trl S6lugng | S6 | Hinhthic Muc tigu Phudng phap
dao tao cong viéc /16p I6p daotao ) daotao
Dao tao mdi, Diotao Dao tao ddi ngli ky su Kém cép va chi dan
dao tao b6 Ky su thiét k& 25 4 T méi c6 chat lugng va Dao tao theo ki€u hoc
tap trung N o N
sung (Fresher) dat tiéu chuan Hawee nghé
Tru0ng nhom o5 2 {?éo 80 | Baotao cling 6 lai kign Kem o va chi déin
Dao tao lai thigt ke taptrung | ¢ chuyan mon, dé apvachidan
. N Tu hoc, tu nghién ctiu
(Refresh) Paotao | Nangcaotrinh do, dap heo ido trinh
Ky su thiét k& 25 3 At (ing yéu cAu cong viéc theo gido trin
tap trung i
. , . . Luan chuyén cong viéc
DPao tao nén Chihu Paotao | Daotaonéngcaonan o iy .
) 9 ) y 40 1 . s g g Cudihoc caclép thué
cao truong taptrung | luc détang level ngod

Nguén: Trung tam Dao tao - Céng ty C6 phdn Hawee Co dién

Trudng nhom thiét ké, chi huy phd: La nhitng cdn
bd quan 1y vé mang thi€t k& tai mdi du 4n. Pdi ngii
nay sé& dugc dao tao nang cao bing viéc thué gidng
vién ngoai day nhitng k§ thuat tién ti€n, hoic clr ra
nuéc ngoai dao tao.

Xdc dinh noi dung dao tao ky su thiét ké

Sau khi x4c dinh nhu ciu dao tao, Trung tAm
dao tao xay dyng k& hoach va ndi dung dao tao cho
tirng nhém doi tugng. Noi dung dao tao dugc xay

dung dya trén M6 ta cong viéc va Khung nang luc
clia k§ suthi€t k€. (Bang 4)

Gidm doc Trung tAm dao tao ctia Cong ty cho
biét, ddi v6i mdi hang k§ su khac nhau, Trung tim
sé thi€t k€ mot chuong trinh dao tao va bai thi danh
gid nang lyc khac nhau. (Bang 5)

Do hoat dong trong linh vuyc thi cong co dién
doi hdi trinh do k§ thuit cao, vi vay Cong ty rit
chi trong dao tao ning cao ning lyc chuyén mon

BAng 4. N§i dung ddo tao ky su'thiét ké

STT

Mén hoc

1 Téng quan vé& vi tri k su thiét k& ca dién

So d6 nguyén Iy, vat tu thiét by va cac tiéu chudn ki thuat cla hé théng co dién

Ky nang st dung cac phan mém: AutoCad, Excel, Hawee Tools

Tu duy logic

Quy trinh thiét k& ban vé shop ca dién

Ky nang thiét k€ ban vé shop co dién

K¥ nang tuong tac véi cac bén lién quan tai du an

Ky nang lam viéc nhom

O | ol N ool ] O|DN

K§ nang lap k& hoach, bao céo va tu quan ly ban than

Nguon: Trung tam Pao tao - Cong ty C6 phan Hawee Co dién
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Bdng 5. Chuong trinh ddo tao va bai thi danh gid nang Iuc khéc nhau

Hang Ky su V& ban vé shop VEé ban vé hoan cong Thuyét minh
thietké & tinh toan khai lugng va bao vé khéi lugng vét tu thiét by sd d6 nguyén ly
Kiém soat ban vé va khéi luon Kiém soat ban vé va Bao vé khéi luon ’ .
Hang 4 ,I , vev ong I, ) vev Ve Huieng 6 hé théng co va dién
tinh toan phat sinh
Hang 3 Toan bd hé thong Toan b hé théng 3 hé thng co hoac dién
Cac khu vuc trir truc ki thuat g .
Hang 2 ?CA UV c e kytnus Cac khu vuc trui truc ky thuat 2 hé thdng co hoac dién
va hé théng
Khu vuc dién hinh (can h, o R "
Hang 1 hu vy dién hinh (can ho Khu viic dién hinh (can ho, hanh lang) | 1 hé théng
hanh lang)

cho doi ngii ky su thi€t k€. Hang nim, Trung tim
dio tao déu phdi hgp v6i bd phan k§ thudt va
phong nghién cttu phdt trién (R&D) dé dua ra
nhitng ndi dung dao tao phu hgp véi tling vi tri va
ddc thu cong viéc. K&t qud khao sdt tr 50 k§ su
thi€t k€ dang 1am viéc tai cdc du 4n cho thiy, noi
dung céc khéa dao tao tap trung chd yé&u vao
chuyén mon k§ thuit véi 100% phi€u; dao tao k§
ning mém véi 66,7%; dao tao vin héa doanh
nghiép v6i 100% phi€u; 33,3% phi€u chon dugc
dao tao cac ndi dung khéc.

Luwa chon phuong phdp va hinh thitc dao tao ky
suthiét ké

Phuong phép dao tao chd yé&u tai Cong ty 1a keém
cdp va dao tao tdp trung. Ngoai ra con c6 cic
phuong phap nhu: hoc tap theo nhém, phuong phap
dao tao theo van dé&, phuong phédp nghién citu tinh
hudng, Seminar, phuong phap day hoc dva trén dy
an,... Phuong phdp kém cidp st dung nhitng nhin
vién cii ¢6 kinh nghiém lam thiy day nhitng ki€n
thitc, k§ ning cAn nim bit cho nhin vién méi, vi
nhan vién cii ¢6 kién thifc cling nhu kinh nghiém tat
hon. So véi nhitng phuong phap khac, phuong phap
nay hiéu qud va ton it chi phi nhat.

Cin cit vao tinh hinh thyc t&€, Cong ty s& c6
nhitng hinh thic dao tao va phuong phap dao tao
khdc nhau. Thong qua két qua tir khdo sit thu dugc
tir 50 kg su thi€t k& dang 1am viéc tai cdc du 4n, két
qua nhan dugc 1a: Phuong phap kem cip c6 mic do
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Nguén: Trung tdm Do tao - Cong ty C6 phdn Hawee Co dién

ddng y cao nhit véi mitc diém trung binh 1an lugt
dat d&€n 3.57 (d0 1éch chuin 12 0,961); Phuong phap
dao tao nghé dat dén 3,42 (d6 1éch chuan 1a 1,033);
Phuong phap dao tao tip trung vdi di€m trung binh
mic do dong y 1a 3,38; 3,22 va 3,18.

Qua khio sét thu thap dugc thong tin vé mifc do
hai 1ong clia k¥ su thi€t k& vé cac phuong phip dio
tao tai Cong ty: Pdi vdi phuong phap kém cip, ty 1&
ky su thi€t k& rat hai long 1a 16,67%; 50% hai long;
33,33% binh thudng va khong k§ su thiét k& nao
khong hai 1ong véi phuong phdp dao tao nay. Poi
v6i hinh thiic dao tao nghé ¢6 16,66% rit hai long,
16,67% hai long, 50% binh thudng va 16,67%
khong hai long. Vi phuong phap dao tao tp trung
dugc cdc ky su thi€t k& ddnh gid cao khi c6 tdi
66,67% rat hai long, 16,66% hai long, 16,67% cam
thdy binh thudng va khong c6 ai thdy khong hai
long vé phuong phap nay.

V& hinh thifc d3o tao, thong qua khdo sit doi véi
50 k§ su thi€t k& dang 1am viéc tai cdc du 4n cho
tha'y, Cong ty rat da dang cdc hinh thifc dao tao.
DPao tao ndi b va dao tao tryc ti€p duge dinh gid
v6i mitc dd dong y cao nhit véi mic diém trung
binh dat d&€n 3.15 va dd léch chuin 1a 0,866. V&i
dao tao thué ngoai c6 mic dd dong y v6i di€ém
trung binh 1a 2.83, Pao tao qua mang internet va
dao tao tir xa bi ddnh gid thAp nhat v6i mic di€m
trung binh chi 1 2,48 va 2,67. Trén thuc t&, Cong ty
thudng dua k§ su thi€t k€ mdi xuéng dao tao ngay
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tai du d4n vé cdch thic 8 chiic thi cdng va vin héa
lam viéc tai cong trudng. Tai dy dn, cdc gidng vién
ndi bo sé truc ti€p hudn luyén nhan vién méi. Céc
k¥ su thi€t k&€ khong 1am viéc tai vin phong va 1am
viéc tai cdc du 4n xa c6 thé tham gia dao tao truc
tuyé€n qua skype, hoic dao tao qua video do Trung
tam dao tao quay lai

Xdc dinh thoi gian va dia diém dao tao chuyén
moén ky thudt cho k¥ su thiét ké

Pia di€m dio tao dudc xdc dinh cin cd vio sd
lugng, phuong phap gidng day xdc dinh dia diém
dao tao tai don vi. Thdi gian dao tao tuy vao tirng
ddi tugng va ndi dung hoc. P6i véi k§ sur thiét k&
Fresher chuong trinh dao tao dugc xay dung trong
4 thang, bao gdm c4 giai doan kém cip tai dy 4n.
D6i v6i ky sur thi€t k& Refresh 1a doi tugng dang
[am viéc tai cdc dy dn, vi vy nén thdi gian tham
gia dao tao it, trung binh 2 budi/tuin, 2 gid/budi va
tham gia ddo tao sau gid lam viéc. P&i v6i cdc
khéa ddo tao k§ ning mém, dio tao thué ngoai,
cdc k¥ su thi€t k€& sé tham gia dao tao vao 2 ngay
thd bay va chi nhat.

Du tinh ngan sdch thiic hién chuong trinh va ké
hoach dao tao ky su thiét ké

Dy tinh ngan sich thyc hién chuong trinh dugc
dua trén dinh mtc tai chinh; s6 lugng hoc vién tham
gia, tai liéu, gido cu, thi€t bi thyc hanh, chi phi
gidng vién/bdi dudng hoi ddng, thué dia diém, chi
phi hanh chinh t§ chic dao tao,.. Ngudi lap k&
hoach phdi hgp v6i bd phan k& todn tai chinh clia
don vi, ki€m tra ddi soat kinh phi dy tri1 vé& s6 luong,
don gi4, thanh tién,.. ddm bio ding dinh mic va
nguyén tic tai chinh.

Xdc dinh chuong trinh dao tao chi tiét

Trung tam dao tao s€& dua ra chuong trinh dao
tao chi ti€t, phit hop cho tirng d6i tugng phit hdp véi
ngan sich,... v dem lai hiéu qud dao tao tot nhat.
Trén cd s§ khio sit nhu cAu dio tao nhan luc, cic
hinh thttc va phuong phép da dugc lya chon, Cong
ty ti€n hanh mai gidng vién. C4c chuong trinh dao
tao dugc gidm doc Trung tAm dao tao duyét trén co
s6 ndi dung chuyén mon do Gidm doc ky thuat
ki€ém sodt. Sau khi chudng trinh dudc xem xét, phé
duyét chi phi, ndi dung s€ dugc trinh 1én Chu tich
hoi ddng quén tri ctia Cong ty phé duyét td chiic.

2.3. Thuc trang trién khai thuc hié¢n dao tao

Thuc trang trién khai dao tao k§ su thiét ké bén
trong Cong ty

Trién khai dao tao k§ su thi€t k& bén trong
cong ty theo phuong phdp dao tao tip trung trén
16p, dao tao tuong tic bén ngoai 16p hoc va kem
cidp truc ti€p trong cong viéc. Chuong trinh dao
tao tap trung trén 16p, k§ su thi€t k& sé& dugc danh
gid ning lyc, danh gi4 tiém ning, phdng van nhu
ciu va x€&p 16p theo trinh d6 dao tao. Lich hoc
dudc gt t6i tru6e cho k§ su thi€t k€ ciing véi Cam
k&t tham gia dao tao. Ky su thi€t k& c6 triach
nhiém phai tham gia ddy dd it nhat 80% s& budi
dao tao d€ c6 da diéu kién hoan thanh khéa hoc
va dudc tham dy thi ddnh gid cudi khéa.

Theo dénh gid clia gidm ddc k§ thuat Cong ty,
chuong trinh kém cip truc ti€p trong cdng viéc la
chuong trinh mang lai hiéu qua cao. Cha tich hoi
dong qudn tri Cong ty dic biét ddnh gid cao
chuong trinh nay va yéu cau: mdi k§ su thi€t k&
hang thdp sé& dugc phan cong mot hodc hai k§ su
thi€'t k& hang cao hon dé€ kém cip. K§ su thi€t k&
hang 4 s& do Phé gidm doc Ky thuat tryc ti€p
kém cip. Trong sudt qud trinh kém cip, kj su
thi€t k&€ hang cao sé& vira huéng din, giao viéc,
vira phdn hdi, gép ¥, stra 16i cho ky su thiét k&
hang thdp. Hang tudn va hang thdng, cic k§ su
thi€t k& sé& ndp vé Trung tAim dio tao cdc bin
ddnh gid dinh ky. Cdc k§ su thi€t k&€ hang cao
tham gia kém cidp k§ su thi€t k€ hang thap sé&
dudc hudng phu cidp kém cidp quy dinh trong quy
ché ctia Cong ty.

Thuc trang trién khai dao tao chuyén mon ky
thudt bén ngoai Céng ty

Du khodng thudng xuyén nhung Hawee van ctt
cdn bd cong nhan vién sang cic nudc phat trién vé
ti dién nhu Pic, Indonesia d€ tim hiéu, bdi dudng
vé céc hing ti dién 16n nhu ABB, LS, Schneider,...
Sau khi di bdi dudng vé, cdc k¥ su sé phdi ky cam
ké&t dao tao lam viéc lai Hawee ty vao gid tri va
thdi gian cam két.

Cédc khéa dao tao k§ nang chuyén mdn dudc
dién ra khi nha cung c4p hoidic cdc hing lién két
vdi Hawee t3 chiic, khodng 1 nim 1 1dn, mdi 1an
chi ¢6 tir 3-5 k§y su thi€t k€ tham gia nén ty 1& k§
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su thi€t k& dugc tham gia cdc khéa dao tao ky
niing chuyén mon bén ngoai Cong ty rat thap.

2.4. Thuc trang ddnh gid két qua dao tao ky su
thiét ké

Bdnh gid két qua hoc tap ciia ky su thiét k&

Tai Cong ty, sau mdi khéa hoc déu c6 dé thi,
kiém tra, k&t thic mon yéu cAu hoc vién phai dat s6
diém trén 70% m&i di yéu cau tot nghiép. Panh gia
k&t qua dao tao doi v6i ky su thiét k& duge dao tao
ndi bo tai Cong ty (kém ciip, chi din) dudc d4nh gid
thong qua thi 1y thuyét, thuc hanh, danh gid két qua
kém cip, tdc phong cong viéc sau mdi khéa hoc.

viéc tai cdc du 4n déu d4nh gid kh4 cao mifc do phu
hop gitta ki&n thitc dugce dao tao vdi tinh hinh thuc
hién cong viéc sau dao tao. 66,67% k¥ su thiét k&
cho riing ki€n thitc dugce dao tao phi hdp véi viéc
thuc hién cong viéc sau do tao. Ho thdy cin phai
thay d6i hanh vi va quy trinh lam viéc. Nhém ky sur
thi€t k&€ nay cho ring, ho da ty tin trong viéc chia
sé, kém cip, hd trg ddng nghiép trong cong viéc.
26,67% k§ su thi€t k& c6 ¥ kién trung dung, ludng
Iy, khi danh gia k€t qud dao tao va tinh hinh thuc
hién cong viéc tai du 4n ho lam viéc. 6,66% k¥ su
thi€t k& c6 y ki€n k&t qua dao tao chua phit hgp va

Bdng 6. $6 lugng va chéit luong dédo tao ky su thiét ké
tai Cong ty c8 phdn Hawee Co dién

Chi tiéu bvT Nam 2019 Nam 2020 Nam 2021
1. S8 ludng k¥ su thiét ké dudc dao tao nguai 229 215 239
2.Tylé dat yéu cau % 100 100 100
3. Ty lé thang hang % 75 77,7 80

Qua sd lieu Bang 6 cho thdy, s lugng k§ su
thi€t k& dugc dao tao qua cdc nim lién tuc ting, cho
tha'y Cong ty rat chi trong dao tao dé pht trién doi
ngii k§ su thi€t k€. Ning lyc 1am viéc clia k§ su
thi€t k& ngay cang ting, thé hién ty 1& k¥ su thiét k&
thang hang luén & mdc cao.

DPdnh gid két qud qua thuc hién céng viéc sau
dao tao cua ky su thiét ké

TU nhitng ki€n thitc, k§ ning dugc dao tao va
tinh cdm d6i v6i nhitng ndi dung nhan dugc tir cac
khoéa hoc s& dan d&n sy thay ddi vé hanh vi ciia k§
su thiét k& khi ho quay trd vé noi lam viéc. Cdc k¥
su thi€t k& s& mong mudn 4p dung nhitng gi hoc
dugc, thdy can phdi thay ddi quy trinh 1am viéc dé
cdng viéc trdi chdy hon hoic tu tin chia sé, khuyén
khich, hd trg dong nghiép trong cong viéc. Viéc
ddnh gi4 theo c4ch trén dugc thuc hién bing cich
quan sit cach xit Ii cong viéc clia k¥ su thi€t k&, d6
12 cd s& danh gid két qud va tinh hinh thyc hién
cong viéc clia hoc vién sau dao tao clia cong ty. K&t
qua khéo sét thu dugc tir 50 k§ su thi€t k& dang 1am
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Nguén: Téng hop két qud diéu tra ciia nhém tdc gid

tinh hinh thyc hién cong viéc tai du dn ho lam viéc.

Cong tac thuc hién ddnh gia k&t qua va tinh hinh
thyc hién cong viéc cta hoc vién sau dao tao tai
Hawee da dugc chu y.

DPdnh gid viéc xdy dung va trién khai ké hoach
dao tao ky suthiét ké

Viéc xay dung k& hoach va trién khai k& hoach
dao tao ky su thi€t k& tai Cong ty chi tiét theo:
Hang muc cong viéc, muc tiéu dao tao, thdi gian
thuc hién, chi s6 ddnh gid mic do thuc hién k&
hoach dao tao ky su thi€t k&. P& gidm sit va ddnh
gid viéc xay dung va trién khai k& hoach dao tao k¥
su thi€t k& Ban lanh dao Cong ty va Trung
tdm dao tao da xay dung dugc KPI dao tao hang
ndm. KPI dao tao hang ndm dugc dianh gia theo 3
chi s6:

Chi s6" hoan thanh céng viéc chuyén moén: Bao
gdm chuong trinh ddo tao, xAy dung tai liéu va dio
tao chéo chuyén mon nghiép vu cho k¥ su thi€t k€.

Chi 56y thitc ky ludt déi véi cdn b nhdn vién
trong b phdn dao tao: Dua trén quy ché chung
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toan Cong ty. Riéng bo phan ddo tao, di€ém KPI cho
tinh thin lam viéc team work (sy hd trg trong bd
phan/véi cac phong ban khiac va tham gia cac hoat
dong phong trao cta bd phan/Cong ty) luén dugc
danh gi4 cao.

Chi s& sdng kién/cdi tién: Piém KPI dudc danh
gi4 cho sdng kién cai ti€n cong viéc dudc ghi nhin
va dich vu dat dugc sy hai 1ong t6i da - khong 15i
phan nan.

KPI dao tao hang nim dudc xdy dung chi ti€t
cho 6 thing dau nim va 6 thang cudi nim. Trong
qué trinh trién khai k& hoach dao tao, néu phat
sinh hoat dong xin hiy hodc khdong hoan thanh
phdi 1ap bdo cdo gidi trinh. Pi€ém trir dugc xdc
dinh va tinh trit vao ludng, thudng va dinh gid
nhan vién cudi nim.

3. Giai phap phat trién nhan Iyc k¥ su thiét k&
thong qua dao tao

3.1. Thuc hi¢n doi méi phuong phdp va hinh
thiic dao tao ky su'thiét ké

Déi véi phuong phdp dao tao

Sau khi dugc ddnh gid khodng ciach (GAP) giita
mic ning luc hién tai vd khung ning lyc yéu ciu
doi v6i ky sur thiét k&, Cong ty nén d6i méi phuong
phdp dao tao dya trén niang luc (competency-based
training). Mo hinh 10 - 20 - 70 1a m6 hinh dugc ddnh
gid hiéu qud trong thuc t€ dao tao k§ su thi€t k&
hién nay. Theo d6, 10% dugc dao tao trén 16p; 20%
dao tao tudng tdc va 70% dao tao trong cong viéc.

Pao tao trén 1dp: Lép tap trung dugc 8 chifc tai
Ha Noi va TP. H6 Chi Minh, dudc 4p dung cho dao
tao ki€n thifc chuyén mon, dao tao quy trinh va dao
tao k§ niing tuong tdc. Cac k¥ su thiét k& phai vugt
qua bai ki€m tra ddu vao d€ phan hang ky su. Cudi
khéa hoc, cac ky su thi€t k& budc phai vugt qua bai
thi cudi khoéa.

Pao tao twong tac: Cac k¥ su thi€t k& phai tham
gia bai tip dy dn theo nhém, cac hdi thao chuyén
mon va thdo ludn trén dién dan k§ thuat ctia Cong
ty. Bai tAp du 4n theo nhém va bdo cdo nhém nhim
ting cudng moi lién k&t chia sé kinh nghiém, tri
thic giita cdc k¥ su thi€t k& va ting cudng kha ning
lam viéc nhém.

Pao tao trong cong viéc: Ct kg su thi€t k€ hang
cao kém cip va huéng din ky su hang thap trong

cong viéc hiang ngdy vé nhitng ning luc cin cai
thién. Khi kém cip, k§ su thi€t k&€ hang cao vira
déng vai trd 1a gidng vién cung cip cdc kién thitc
khuy&t thi€u cho k¥ su thi€t k& hang thip, vira d6ng
vai tro 12 huén luyén vién, gidm sat cdc hanh vi cla
ky su thiét k& hang thap va gép y d€ cai thién cic
hanh vi chua dat chuidn. Trudng nhém va k§ su thiét
k& hang cao phai phan hdi tai chd vé cich thic thuc
hién cdng viéc, sita 15i cho k§ su thi€t k€ hang thap.
Dinh k¥ hang tudn/thdng d4nh gid va chi ra nhitng
di€m cin cai thién.

D& véi hinh thiie dao tao

Véi dic thi clia Cong ty 1a cdc ky su thiét k&
luon di theo cong trinh tai cdc du 4n. D€ ting hiéu
qua ctia cdc hinh thic dao tao, Cong ty nén dp dung
hinh thifc do tao qua mang internet va cdc phan
mém gidng day truc tuy&n nhu Zoom, Trans,...

3.2. Ddnh gid hi¢u qud sau dao tao theo két qua
hoc tép va thay doi hanh vi ciia ky su thiét ké’

Pdnh gid hiéu qué sau dao tao khong chi 1a xac
dinh chuong trinh dao tao c¢6 dap Ung dugc muc tiéu
da dé ra khong, két qua hoc tap thu dugc, hieu qua
khi dau tur vao chuong trinh ddo tao (phin tich chi
phi bé ra va 1di ich thu vé sau dio tao). Viéc dianh
gid hiéu qué sau dao tao con ddnh gid thdong qua
céc chi tiéu dinh tinh nhu: lam thay d6i nhén thic,
hanh vi cia ngudi lao dong, nang cao y thiic ty gidc
chap hanh ki lut, ning cao trdch nhiém doi véi
cdng viéc dudc giao,... Cong ty nén lya chon 1a mo
hinh ctia Kirkpartrick, dé ddnh gi4 hiéu qua sau dio
tao theo k&t qua hoc tip va thay ddi hanh vi cia k¥
st thi€t k& vdi 4 cap do.

Cdp do 1: Phan iing sau khi tham gia chuong
trinh dao tao

Trung tim dao tao s€ phat “Phi€u ddnh gid khéa
hoc cho hoc vién” va “Phi€u danh gi4 16p hoc cho
Giang vién”. Dva vao két qua ddnh gid tirng budi
hoc, Trung tAm dio tao sé& tdng hdp thdng tin, phan
hdi cho cdc bén lién quan va cai thién chit lugng
cdc budi dao tao.

Cdp do 2: Kién thiic thu duoc sau khi tham gia
chuong trinh dao tao

K&t thic mdi chuong trinh dao tao, Trung tAm
d3o tao nén t6 chic thi cudi khéa. So sanh két qua
trudc khéa hoc véi két qua thi cudi khéa clia k§ su

$6 5 - Thang 3/2022 219



TAP CHi CONG THUONG

thi€t k& d€ danh gida mic do ti€p thu cia ngudi hoc.
Céc ky su thi€t k& c6 diém trung binh dudi 70% sé&
phadi thi lai va bd tri ngudi kem cip thém. Nhitng k§
su thi€t k& thi trugt 1an 2 s& bi xem xét chuyén
xudng hang dudi hoic bi sang loc.

Cdp do 3: Hanh vi thay doi sau khi tham gia
chuong trinh dao tao

Truéc mdi chuong trinh do tao, Trung tAm dao
tao s& thong nhat v6i cdc trudng nhém ki thuit vé
cdc hanh vi can thay ddi clia k¥ su thi&t k&, nhu:
khdo séit hién trudng truGc khi thuc hién ban ve,
ki€ém tra chéo khdi lugng vat tu thiét bi vdi dinh
mic cin miu, ddi sodt md ban v& v4i khung tén
ban v& va vi tri bdn vé&,.. Tr day, sau khi két thic
mdi chuong trinh dao tao, c4c trudng nhém k§ thuat
s& danh gid sy thay ddi hanh vi ctia k§ su thi€t k& va
so sanh v&i két qua trude khéa hoc.

Cdp do 4: Két qua tai chinh thu dugc sau khi
tham gia chuong trinh dao tao

Truéc mdi chuong trinh do tao, Trung tAm dao
tao nén phdi hop vdi cic Gidm ddc du 4n dé tinh
todn cdc lang phi do k¥ su thi€t k& gy ra do 13i sai
trong ban v& hoiic bang tinh khdi lugng. Tir day, sau
khi két thic mdi chuong trinh dao tao, cdc Gidm
doc du 4n sé danh gid su thay ddi vé mit hiéu qua
cong viéc nhu: ty 1& 13i sai trén ban v&, ty 1& sai
khdc khdi lugng vat tu thiét bi, gid tri sai khdc vat tu
thi€t bi,.. D& thyc hién gidi phip nay, cin c6 su
phdi hop chiit ché giita bd phan dao tao vdi gidm
doc dy 4n va trudng nhém ky thuat dé danh gia
nhitng thay ddi hanh vi va su thay ddi vé mit hiéu
qud cdng viéc sau dao tao clia k¥ su thi€t k€.

TAILIEU THAM KHAO:

3.3. Xay dung bdn yéu cdu cong viéc sau
daotao

B4n yéu ciu cong viéc sau ddo tao ddi véi k§
st thi€t k& véi cdc ndi dung: Kién thitc chuyén
mon; K§ ning quan ly va 1ap k& hoach; K§ ning
mdy tinh; Ki€n thic va k§ ning thira hanh; K§
ning giao ti€p; Ky ning lam viéc doc lap; Ky
ning gidm sit, t6 chic thi cong. PE c6 thé dp
dung bdn yéu ciu cong viéc sau dio tao nay, cdn
bd phong dao tao cin kiém sodt chit ché viéc
trién khai cong viéc sau dio tao d6i véi mdi hoc
vién. Can c6 nhitng ddnh gid sau khi 4p dung ban
yéu cau nay dé€ bi€t ky su thi€t k& c6 dugc phan
cong ding v6i nhitng ki€n thitc da dugc hoc, xem
ndi dung dao tao di di chua c6 can diéu chinh gi
thém khong.

4. Ké&tluan

Phat trién nhan luc k¥ su thiét k& 1a sy gia ting
ning luc chuyén mon ctia doi ngii k§ su va bd tri sit
dung c6 hiéu qua trong qud trinh hoat dong cla
Cong ty. Phét trién nhan lyc k§ su thiét k& thong
qua dao tao d€ c6 mot ddi ngii k§ su c6 ning luc
thyc hanh chuyén mon, ning lyc quan ly hién
trudng phit hgp vé6i xu thé toan ciu dé thuc hién cc
du 4n cia Cong ty v4i hang ngan lao dong mang
nhiéu qudc tich khdc nhau. Poi ngii k§ su thiét k&
clia Cong ty s& lam viéc mot cach “song phing”
vGi cdc dong nghiép va ddi tic nudc ngoai, ho s&
mang céc tri thiic clia t8 chiic va ciac “C4Am nang
quéan 1y du 4n” cia Hawe dé thyc hién cédc dy 4n
quoc t&€ dua Cong ty trd thanh mot trong nhitng tong
thau co dién tAm c& qudc t&€ m
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ABSTRACT:
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